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S In August 1983, when' the second largest emplofer” id
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Wash1ngton County, Maryland, closed its plant, the local un Lgamten t
rate was 13%. The following month, Hagerstown Junior Colleg (HJE) ; ﬁ.
received $50,000 in state funds to initiate a d1slocatéd worker. . : ,
program. The program included orientation by a counselor,’di gnos ’59;\\ ‘
testing, and enrollment by the workers in credit or non-cr - t}/'"
vocational programs. The displaged wofkers experienced a n:gter ofg

problems following their enrollfent, 1nclud1ng feelings of .

- helplessness and hopelessness,_d1ff1culty in adapting to student
life, and the constant need to look out for- ~job opportun1t1es. In
recogn1t1on that it was not possible to develop the services this
population needed through traditional college resources, the program .
was expanded later that fall. A 7-week "mini-mester" was developed

for workers who were not able to enroll in the regular fall semester°

a grant proposal sought funding for a DLW center to provide ' -
counseling, ‘job survival sk1lls, and a general support ‘system;.and a - .
referral system among area service providers was developed., In spring
+1984, 164 dislocated workers enrolled at HJC in vocational courses,
regular credit programs, and specially degigned short-term training
"programs. Some students- were unable to complete the term as
unemployment benefits ran out, and they were forced to take any
‘available’ job. Lessons leafned from the HJC experience undérscored

the importance of recruitment, support systems, program structure,

.and staff development. (HB) ' ' - )
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" new technologies.

I

£l

lntroductlon . ) _ S . e

L

in elght months we wull enter 1985 the mud—pomt of the 1980's.. The j

' shape of thlngs ‘to come for the rest of the decade is becomlng apparent

Eighteen- to twenty—one—yearbold students attendlng college will decline

S|gn1f|cantly gough 1990. . By the same year, the number of persons
“over twenty =five who are seeklng postsecondary edu@-tion wull'lncrease oo
.. :

from 11 mil;honr,to' 22 mllllon. Secretary of La-bor Raymondd Donovan.
suggests that "Rapid technological changes are creating a new industrial _

revolution {n the United States."2 He proposes, further, thdt the major ‘

.priority facing the\nat;‘on is retraining people for the changi‘ng' nature '

of available jobs. "Retrainlng is essential for workers as skllls become

obsolete, new industr|es rise, and competition...spurs more moves into .

w3 Both conditions project major changes for communlty-

’ colleges . ' - R

In a pe'riodv'of.bdramatic * rapid technologicalchange communityfcolleges‘
must initiate partnersgps w1th busmess a@d industry in the tra|n|ng and
retraining of the ‘lapor force. Provnslon of workers for a high- tech socnety
represents an. avenue of growth for communlty‘colleg\%s'at'.a time: when :
jitlonalzsouéces of students are decllmng.' 'lt is neces"sary‘ for institut‘ions
to recognlze that traditional programs and services w:ll not be effective
ln meeting the challeng’es of- new students for new |ndustr|es. 2.
An essential component in the process of response is or;g-anizational
adaptation. The concept has been described as moﬁiflcatlons or alterations

to the components of an |nst|tut|on in response to f:hanges in the external

environment.? As the Red Queen |n; Carroll's Allc:’e,- in_Wonderland so aptly

_put it, " it, takes all the running youf can.do to k;e‘ep in the same place.

Bant to get sumewhel ’SG ﬁe:ust run at least t"‘w-i’c-_,e as fast

L.
[N S ¢

»



second largest employer Fanrch:ld Repubhc cIosed |ts 1ocal plant Local un—

employment rates were 13 “In September, Hagerstown Junlor College (HJC)

= 7

I a——
‘r’ecelved $50 000 in .l,TPA T|tle Lt fun}!from the Maryland Department of

: ~Employment and Trammg to |mt|ate a d|slocated worker program. ln October

_the college recelved .another $50 000" to expand the program. , The purpose of

?_ Y this presentatlon is to detall the organlzatlpnal adaptatlons Wthh produced an

’ . g - e ‘v‘ "v /
.effectlve program. A : vt ,j,./.,{ :

..

Com'ponents of the HJC Program - ./ . . | o

Thé college quickz“l devised a system in order to provide“classes for

dlslocated workers (DLW's). The components mcluded cooperatnon W|th the ‘
local Department/a‘l—Employment and Trammg and |n house cqordlnatlon W|tl1 . g

Student Services, the Finance Offlce, the Ofﬁce of Instr'uctlon, and the Offlce , / :
PN ; // // y . B ' ) : lf‘
' of Contjnuing Education. _ . ‘d.,, R e ‘
-y RN S :
Orlgmally, the Reglstrar s Offlce handled the/ coordlnatlon of the DLW'

‘;l; ' o

W|th the Department of Employment and Tralnmg.."]‘r, The Reglstrar s Offlce, in

September 1983, was dealing W|th the routlne flow of credit students and the
additional burden created by the new program overburdened the system. The
State Department of Employment and'Tralnlng also placed a requnrement of

attendance forms ‘for all students.‘in,volved in the dislocated worker program. v

i As a community college,-' HJC was not set up to maintain the attendance forms B

on all those mvolved in this spec:al' program. In the past the college had been

involved |n small CETA programs. A coordlnator had been assigned tqo these

i 4 programs to monltor attendance and coord|nate -with the local offlce. The same
. ) gv‘&; v s ) ¢
approach was used with the DLW proqram. . L
-7 ' . o ; ‘ v




s;ecelved duagnosj_rc -
/

testmg to determlne the|r leve "of academlc SkI"S m math readmg, and Engllsh

~

reason for usmg th|s serles was that the counsehog staff was comfortable in -
|
|nterpret|ng data from thls battery of tests. ‘In m;)st cases th|s testlng package&
®
‘was qu|te adequate. It also gave the- cor'omunuty useful data on the acadermc

level of a segment of the adult populaf“on. e

!
/ . e

a -

Upon completlon of mtake testnng, the d|slocated workers were referred
..to counselors for program adwsement anwreglstratlon. ll’\ most c‘hses djs- ;
W Iocated workers enrolled in cred|t programs.v However, 16% enrolled in

]
Contlnulng Educatlon ‘courses’ of a vopatlonal nature. ' 'l'he Department of |

Employment and Tra|n|ng requnred that the funds for tu|t|on _fees, and books

'

be used to train dlplocated workers in flelds where there were job p0551b|l|t|es.

R ot was not possnbl% for example, to put a dislocated worker in a tra|n|ng course

¢ for a|rcraft assembly because in Washlngton County, Maryland the a|rcraft

1
l

|

~|ndustry is decl|n|ng.

D

The administr-ation of the college worked diligently to develop a

_system for the matrlculatlon of d|slocated workers. As me.ntioned‘ ;

Department of Employment and Training requ|red attendance forms on, each DLW
enrolled at the college. These attendance forms were S|gned weekly by each

: | "faculty member for each class attended - Cooperation by faculty in this project

i through communica-

was sgl;ﬁﬁe& by the Dean of Instruct|on “division heads a r

tion lvvtlr;*tlt‘.lpatlng faculty members.

Beglnmng W|th enrollerit at HJC the dislocated s experienced an

Tm,

,,,,_:nrray of p/coblems directly related to their unemployed status. Theseproblems

- ! . ‘."\i f " ) . . ‘
i o - 8 , 4 . » .
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" created a ripple effeet’ throu ' ‘_”theirg'li\ies. Although thas populatuon had a o

eth|c and work hnstory, mahy, for the f|rst trme were exp%ruencnng . s

._helplessness and hopelessness Theu‘ only source of hvellhood "the pIant L

,N

) had closed and the employment ouflook’ in Washnngton County was dismal in the
- fall of 1983, W’orkers lost he‘alth beneflts wages and a sense of |dent|ty .

3 S
because of unemployment. ;They began to Iose homes cars, and other

» possess;ons and savmgst, were depleted At the'same time, some of the < 2o
students were called bac’k td work,temporarnly to assist in cIosmg the Fa|rchild

! pIant. The recaII added toJ the confusnon because they had to accept to refuse
work,. however temporary, meant term|nat|on of unemployment benefits. These ’ =.
DLWf re forced to mterrupt _the|r educational plans. . ' R q')

Given this chaotic .mili-eu, Hagerstown Junior College trled to rdn‘ a fa.i ly.

traditional education program and the DLW's attempted to adjust to the role of*:
students ‘The program was shaped and remolded where possmle to prowde

ot c 5upport and financial aide. However, it was not posgble to develop the

s

' services this populatlon needed through tradltconal college resources.

A month |nto the fall semester, it became obvnoﬁ that if the DLW program

were to survive, reorgamzatnon was esgential. It was apparent tl‘a coordnnaﬁ
‘*or the*program was needed who could work. w1{l§the coIlege staff as well as with
local- agencnes, mcludmg the Department of Employment and Training, the JTPA
office,. and the l?epartment of Socral Sé'wces:. The Director of Chapter .
Homemakers in Transition, a program established at HIC to serye nontraditional T
R students, -assumed‘.reponsibility for the coordination of the DLW program. The
ch.o.ice was logical;"the Ehap. er 11 staff had already developed working relation-
ships with necessary commuhnity ageérgjieé,‘ was familiar with sp}ecia.l funding -

N

sources, and had been accepted within the HJC community.




Although CL] DLW's were able to enroll in fall classes many other

|nd|V|duals were unable to meet registration- deadlines. In order to meet

-~

their educational needs, a special enrollment design was developed. Five

. - . . - s
regular credit courses were condensed into a seven-week mini-mester, ending
- : ! L . N
at the conclusion of the fall semester. The structure allowed this group to enroll

3

in the regular spring semester beginning in January-, Twenty—five DLW's'

enrolled in the f'alyl mini—mest‘er. TWenty‘.—four completed classes. Some students L

o v

/) registered for a full load, \10 cred|ts. Others took ohly one credlt. Students

from the m|m mester qulckly emerged as a group prowdmg support and

i
encouragement to one another. ' Classes ran a full.day, 9a.m. to 5 p.fi. on

“‘Monday, ‘Wednesday, and Friday. Tuesday and Thursday classes were offered

. . J ) . ‘

-for a hour and a half in the morning. From ‘the college's point of view, the .
. 1 f .

mini-mester ‘was a success.. It meét student needs and reflected a low dropout

‘ - . - } ¥ . ~ . L.
. . N - R ¥

rate of 43 and a goodwate of students 'enrolling.'in the spring semester. The .

,-

‘ students mvolved in the mini-mester appreC|ated getting credits qulckly, but

.they also |nd|cated that the intensity of the condensed sessaown

. stress. E ’

- ~ With the sptﬁgg seme‘ster approaching, m)any dislocated workers JLxpressed

i

concern about their unemployment benefits rurﬁ'nng\out. Ma'warﬁd to remaln -
in;:‘chool,v but -with no visible means of support, had-to look for work. Through— '
out the program, this Dhe-element—-—finandial suppkort——has been the major - -
problem Throughout the fall semester, DLW's were droppmg out of the program

because they needed money ‘or pamcked and felt they had to look for work.
: (e
. The only DLW's who can afford to go to college for more ghan one semester
. -are those with a\;\ income other than unemployment. "I_'he indiviuual who is dis-

located and is the sole sourte @f family income is truly in need-of retraining.
S )

-
.

'. . | B ) . .. v \
* ¢ .’ \ 7 - ’
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~ This individual,- however, cannot a'fford to go to school. The person must take .

! whatever ;ob can b& obta'ined in order to support self and far,mly ‘There isa :
need to provide something other than unemployment benejlts te workers if we

g 3 ! L.

Nserlous about retrainlng DLW's. Developing retralnlng programs that gave )

careful cons:deratlon to local jOb market needs and the aptltudes of the - .

individuals rnvolved in retralmng is essential.

% B . I

°

érogram Expansion . ' N .

-In the spr;ing of 1984, 164 -DLW's enrolled in classes at Hﬂagersto'wn Juni.or
College; Many enrolled in the regular credit program. Some tool{ vocational -'
courses through the Office of Cont|nu|ng Educatlon. Others enrolled in short—

L

-term trﬂnlng programs speCIflcally‘deslgned‘ for DLW's by the college. Thirteen
e
- individuals have dropped\out of the college. A’ major c‘lcern in any successful

program should be, "iIs it fflt is designed to do?" In most cases fhat
. goal is being accomplnshed. A ever, because there is no stiper{dStoi support '
the student through training,' other than unemployment, sOme\ students never 7.
complete their program. Efforts are™being made to expanc-i the services offered, ‘ >
- to DLW's.
| The local JTPA offlce and the Un|ted Auto Workers (UAW) wrote a grant
to estabhsh a DLW center to provide counsellng, job survnval' skllls and a
general support system. Working in cooperation with these agéncnes ,and others,
HJC devised a referral system through a one-day seminar for area service
- prov'iders. A seminar for.DLW's will take place in‘Ma’y 1984 to prov'ide information
‘on job mdrket outlook where to go for heaIth care, - haw to d’al ‘wnth&fnqances,

and maklng it through the unemployment ordeal lemotnonally




2

: needs of these dults and, were able to see how they dlffered from the

~ The college's counseling staff was involved in the ‘planning of thg-seminar -

P '

. for disloca{ted workers:in May. Throu'gh their normal contact with the dis-

located workers, the counse@\ors were becommg more senS|t|ve to the speC|aI

- - <

.trad|t|onal stuents, One counselor was assigned {pecmcally 'to work with

- N

the program oordinator in counseling groups regarding programs developéd

_for DLW's., T\he eollege's.Manpower Development Coordinator and the DLW -

. Coordinator aré ‘worki_n‘g'together to-develop noncredit vocational education”

programs. | : .

Colleges " Carol Eliason, Dlrector of Developm%\t at the AACJC suggests that

"Commumt;L‘colleges...have dlscovered the need for mult|ple approaches to-

prowdlng servnces and retraining for the dnslocated worker of the 19805."6 )

The HIC experlence bears out her statement. .The approaches which she

mentlons can be grouped convenlently into four parameters. :

-~

F.Il’Str dislocated workers are not llkely to "just walk into" the college.
s -
To recruit effectively, colleges must use targede marketmg str:ategnes mcludmg

special newspaper advertlsmg, direct mailings, networkmg with commumty

groups including employment security offlces unions, socnal services,, and

\

¢

service de.llver_y area staffs. All of these.strategies need to focus on presenting

i N~ ’ .
the college as a service-oriented, practical, -helpful human enterprise. .The

result will be the emergence of the desired dislocated workers as'studen'ts.

The second parameter to ‘be considered ,af.te.r‘ the DLW's bécome students
] Te * ‘- . i 8 '

W

. ) X ' . ! \d
is the support systems necessitated by their change in status. HJC found one-
' . . . 4 N —_—

day oyientation workshops useful. Their purpose is to portray the tollege as .

v

~

/
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\

-y o 1

- tinuing support. allows DLW's to de\.ceIOp a sense of identification with the

- -

a credible_plac'e, approachable and concerned about ‘the needs of the DLW's.

Articulate spokespersons for the college conc(l’uct entry-fevel advising. They
ma-ke_-academ'ic jargon comprehensible and assuage client concerns about their

change in status. Finally, college personnel are identified whio will contl’nue

to perform an advocacy role for :t'.he new students. Their presence and con- -

S i . < Sy~ v
college: - W . ’

In .an |nSIghtful essay descr|b|ng the essentlals of |nst|tut|onal|z|\ng programs

’ ¥
for nontrad|t|onal students, Joanne L. Pertz. proposes that "A prlme indicator of

<

. 2\
|nst|tut|onal|zat|on |$.L.the |nst|tut|on s commitment to the program through N

appropr|at|ons of budg‘et monies and assignment of faculty, staff space, and
equ1pment."7 The th|rd parameter then, is program structure, -A staff .
person must be assngned as d|rector of the program. Th|s individual structUres

the program, bmlds ongoing support for the DLW's wnth|n the college and * n

coord|nates the myr|ad tasks which must be completed if the program is to
succeed. The director needs to involve as many faculty and staff in the pmgram
as possible. HJC created a program steering committee composed %ollege'

y . B : N . - ‘ 1o - .8
personnel: . They serve as agents for the program and communication links
. o

within the college. They help to create an identity for the program among

. . _ :
“members of the college community. Finally, the director must have direct

s
access to the decnsnonmak‘ers at the college, mcludnng ’the preS|dent Wltl"'t

T g

it, the |nd|V|dual will be unable to protect the program from pol|t|cal attacks
and budget cuts. lf.the college canrfot commit this level of resources to the
DLW program then -Success |s unllkely

Secretary of Labor"Donovan articulates the serlousness of the challenges

presented to the natlon by the mdustrlal retralnlng.@ "Only a co/c/erted effort '

N - K] . B N\
{ . . - .- .

- S 1w



- ‘ ’ - o L .
"by schools, ;;business, industr'y, a-nd labor.'..will provide a,s;isfactory

solutioh."8 This challenge is umque in the recent hqstory of the c0mmu-mty

-

college. Therefore, staff deveIOpment for all college personnel to prepare - . -
. . Eal ‘ B i . ) L . N ,?. . .
them for new expectations is the fourth parameter. Training for all personnel

in dealing witr\_ non_tra‘di_tional'lvearners is essen;ial. The design does not need -
. to be .overly formal. The pro.g'ramfirector, working, with experienceci, sy;n-
pathetic staff'members,'can. conduct much of the training informallxy‘: lqter-
actions with teachers assighedo £he5orograms, steering committee a_.ctivi‘ty, ,
presentatio‘ns at divi’sion_meet‘in‘gs, ano informal discussions over lunch can
sensitize facuity and .sta‘ff to the requirenients o.f the program ahd the new
students. DearlsJand the presndent can, through statement and act|on '
emphaS|ze the |mportance of the DLW program to the mlssmn ana eadnomic-
"health of the coflege. Finally, aII staff must he encouraged to raise qoestlons

openly and seak solutions to emergingqproblems rather thhan complaining in

private and allowmg small d|ff|cult|es to es}alate into major ones. The result

of lhese actlons wnll be an effective, productive program.

’ -

- Conclusion: A Reciedl,cation to the Community College Mission
Y In the 1960 it Was commonplace for community coliege spokespersons to

refer to a community college m_‘igssion. The mission has been described in

various ways$ but, generally, there was agreement that it meant meeting all
. . » - o
potential clients at the point of ‘their need and assisting them in fulfilling their

—

potential. 9 In a recent assessment of the issues facing the community college,

.Vaughn proposes that "the commumty college has failed to achieve its full

potentlal...and. i to reach that potential leaders need to rekindle the

N

enthusiasm and spirit.of adventUre that marked the community college

. .
- : ' <

S
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"during the 1960s.and 1970s." 0. The issue.of se‘r_-vice(xo dislocated workers
“isa microcosm of this larger agenda.. *

e If community. colleges are to meet the needs of DLW's, then a number of -

- a'ctions are in order. It is. essentlal to create educatlonal options that are
’ L
basgd on the needs of the nontradut:onal Iearner. Esoteric requirements-

- .. -

havmg no mtnn‘snc substance cannot be tolerated. The quaI|ty and mtegruty

of degree requlrements based on mstntutnonal standards cannot be compromlsed.

.

However the valldlty of d|fferent modes oflearnmg and instruction to meet

/

these standards must be desxgned New marketing strategues and orgamza—

tionat’ structures must be devnsed that recogmze that DLW's, and other non-

- -

traditional learners, “do not respond to traditional recrultment and orgamza-
tlonal,practnces. Also, emphas:s must be placed on |nterpersona1 communu:atlon
. and interaction stcategnes des:gned to promote feelings’ of self—confldence and
acc,eptance in nontradntnonal learners, -Adequate stipends must be brovuded
to allow the DLW to complete retra,lnmg programs‘. The Maryland Ieg;slature»
is consid 'ri-rlg a bill w‘hiczimvvould provide a weekly stipend f6r the duration

of the training. Flnally, all members of the college commumty must become

involved |n the process of makn‘g the college inté an open, acceptmg env:ron—
\ »

~ment dedlcated to meetmg the needs of a dnverse clientele. . d

If these actlons are taken, Vaughn's enthusiasm and!plrgt of adventure -
‘wiilli become a reality. HJC's experlence with DLW's suggests that the effort
requlred pays dividends in creatmg f|nanC|al stability and a rededlcatlon to
A 7

fhe community collgg_e mnsswn'. ,McCabe d Skrdmore summarize the issue

ki

p——

-

' succinctly. “"tis time once again for communlty colleges to- do whatthey do

best--to design innovatid've -and diversified programs io meet the rapidly
o : . s . ‘...
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| "changmg needs of socnety._ Trad|t|onal approaches must be abandoned and o

= baS|c reform undertaken to: per'mlt contmuatlon of the open door. Through

B . . e . . . » R
e such strengthemng and growth thls mstitutlon wnll retam |ts posmon of

entral |mportance in the future evolution of Amerlcan soC|ety n11 An (/

.

[ 'v
effectlve dlslocated worker program can serve as t!z{e f’lrst item on an a-genda :
A

for the l990's. . - ,;,,

-
-

2
/ .
& TS 1
i [ . .
, . ) .
’ L 3
S
. . .
e - R )
" .
. « " - o
. B f ] ¥ © ’
P . v . - &l
’ N ,
- X . 4
-
»
. : R ¢
-~
. . .
“ * v
}\ . a ? - ( . -
. »
. * s
o - . R
-
. \
Ae A X .
- ~ AN
- . N :A .
) Lo - :
< - - e
.-I - . .
o vy ) -
. . .
- o . !
- o’ [ ¢
e ’
.
“ . ¢ v
c - - < <
é e,
- . - .
. .
‘ Y . 2
o; A
“a '
. : . 2/
» ’ ~ . &
L . ; ' ,
: 2. .
- » . 5 S .
¢ . . »
’
( . 1 - \ : .\
{ . . ¥
; [
’
. B} ot v ¢
= . (%
. .
. &
0
. A -
N - - .
. . _ .
» .. : .o
BRI . .
- I 1 .
N " Y 2 B
5

ERIC

Aruitoxt provided by Eic:



- o .-
: - - \ -
. . . R
. - .

.) -
. . , )

~ o REFE_,REN'CES- _ J
1. 'Reglonal Plannmg Councﬂ Baltimore, MD. "'Baltlmor‘e Reglonel' N
o "Info;m‘atlon and Economlc Forecastmg Pro;ect Newsletter." November
' 1983, P 2. . o

"l Raymond J. Donovan, "The lmportance of Retrammg ‘America's Work
Force." T.H.E. Journal, Vol. I1, No. 2 (Octobef 1983), p. 101,

3. Bid: . . L ~

\
L4 {

Kim S. Camereh "Org.aniza'tl'onal Adaptation and Higher Education."

L%
s The Journal of ngher Educatlon Vol. 55, No. 2 (March/April 1984),
"p. 123. ] el .

5.. Lewis Carroll.. "Alice's. Adventures: in Wonderland“ in The Annotated
Alice (New York: New American Library, 1960) p. 127,

' 6. Carol Eliason. "The Displaced ‘Worker: A New Challenge for Two-~
- »Year Colleges.? A paper prepared for the National Center for Research

. in Voecational Education, The Oh|o State Umvensty (unpubhshed)
September 14 1983,

-

A 7. Joanne L. Pertz "Fhe ABC's of lnstltutlonahzmg Llfelong Learning
' Programs". in Barry Heermann, et.al., eds., Serving Lifelong Learners -
(San Francisco: Jossey-Bass, Inc., New- Directions for  Community
. Colleges, #29, Vol. VIIl, No. 1, 1980), p. 13. -

¢

. 8. Donovan. .. op.c p. 103,

)

9. Arthur M. Cohen and Florence B. Brawer. ‘The American Community
College {San Francisco: Jqssey Bass, Inc., 1982), pp. 19-23.

. . [ A T, S

10. George B. Vaughn. "Preface" in . , and Associates. Issues for
Commumty College Leaders in a New Era (San Franmsco Jossey-Bass,
‘Inc. 1983) P- XV. . ' :

11. ; Robert H. McCabe and Suzanne B. Skidmore. "New Concept,s for
‘*" Community Colleges" in George B. Vaughn and Associates, op.cit.
" p. 248, : . , »

i 7T CLEARINGHOUSE FOR
. , . : JUNIOR COLLEGES
- UNIVERSITY OF CALIFORNIA

‘AUG1 0 1984

“ ) ' : o ' 8118 Math- 5clences Bulldlng
’ ’ o o ' "~ Las Angeles, California. 90024

s -

»




